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Abstract 
Practice has shown that new businesses have managed to change the structure of market sectors and to open positions of 
power by business model innovation. Often, the origin was new technological possibilities, innovative products, changes in 
the supply chain management, optimized cost structures or unique resources. Regarding strategic marketing and innovation 
management, it now is interesting how such potentials can be unlocked and implemented in business model innovations. 
Here, development of ideas shall take an important role as it usually stands at the beginning of each innovation and utilization 
process. Research in the field of business models has answered that question only insufficiently so far. This phase is assigned 
great significance, methodological support regarding existing procedures and process models has however not been given. 
Thus, the subject of this paper shall be the development of such a method systematically generating business model ideas 
based on morphological thinking. This includes guaranteeing consistency of the ideas developed as well as structured 
selection. As a result, business model prototypes, which assist with understanding, comparing and communicating business 
models, will be created. This methodology will be supported by a framework allowing for description and benchmarking of 
business models in all phases of the development of ideas and prototyping. 
© 2014 The Authors. Published by Elsevier Ltd.  
Selection and/or peer-review under responsibility of The 2nd International Conference on Strategic Innovative Marketing. 
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1. Introduction 
Business Model Innovation (BMI) has enormously gained in importance in research and practice in recent 
years (Mason, K., & Spring, M., 2011). This may be down to the fact that this concept allows for a detailed 
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description and recognition of the logic of realization and absorption of added value (Bucherer, E., Eisert, U., & 
Gassmann, O., 2012), (Teece, D. J., 2010). Furthermore, the past has shown that the structure of the sectors can 
be changed radically by BMI (Johnson, M. W., Christensen, C. M., & Kagermann, H., 2008). Technological 
change, as for instance the entry of information and communication technologies (ICT) in almost all areas or the 
blend of technological fields promote the BMI approach and make the introduction of completely new business 
models possible. 
For established businesses, as well as enterprises entering the market, completely new possibilities regarding 
change of added value structures will appear. In the same way, the existence of established businesses can be 
jeopardized by BMI so that these are called upon to examine new feasible business model ideas and their 
probability of success as well as to analyze their effects on existing models (McGrath, R. G., 2010).  
Motivated by high expectations and the potentials of BMI, there has been rapid rise regarding research work 
and projects in this field in recent years (Zott, C., Amit, R., & Massa, L., 2011). Besides the development of 
different process models and qualitative research work, quantitative work is increasingly being introduced as 
well. It is striking that the phase of development of ideas for new business models has been assigned great 
significance, but much research work has paid little attention to this field to date. In practice, this aspect mostly is 
of high relevance and essential for the adoption of a new concept like the one of the business model. At the 
beginning of each innovation, there usually has to be a decisive idea. The existing models and research work 
show considerable shortcomings for direct application. Therefore, the subject of this paper is giving support with 
the development of business model ideas. As a result, business model prototypes shall be designed. On their 
basis, the introduction of new business models may be considered. 
The creation of prototypes nowadays plays a key role particularly when it comes to the development of 
material product innovations (Liou, F. W., 2008), (Kelley, T., 2007), (Buchenau, M., & Suri, J. F., 2000), 
(Schrage, M., 2000), (Guimaraes, T., & Saraph, J. V., 1991). Prototypes can support with the design of products 
and enhance communication among all parties involved. Hence, prototypes can reduce time of development as 
well as increase the quality of the product and user satisfaction with the product (Kelley, T., 2007), (Guimaraes, 
T., & Saraph, J. V., 1991). The developed business model prototypes pursue a comparable aim. In addition to 
that, business model prototypes may be the subject of strategic activities of established businesses in advance to 
be able to react to possible BMI in a proactive way. 
2. Literature Review 
The origin of the term business model is difficult to identify (Boons, F. A. A., & Luedeke-Freund, F., 2013), 
(Wirtz, B. W., 2011). Different disciplines claim source for the creation of the term for themselves (Bieger, T., & 
Reinhold, S., 2011), (Baden-Fuller, C., & Morgan, M. S., 2010), (Casadesus-Masanell, R., & Ricart, J. E., 2010), 
(Doganova, L., & Eyquem-Renault, M., 2009), (Keen, P. W. G., & Qureshi, S., 2006), (Magretta, J., 2002). This 
is one reason why up to now there has been no common understanding of the term of a business model (Zott, C., 
Amit, R., & Massa, L., 2011), (George, G., & Bock, A. J., 2011). Despite the differences, it is agreed upon that 
the term of a business model has to be separated from the concept of strategy (Casadesus-Masanell, R., & Ricart, 
J. E., 2010), (Wikstroem, K., Artto, K., Kujala, J., & Soederlund, J., 2010), (Magretta, J., 2002). Casadesus-
Masanell and Ricart (2011) describe the difference as follows: ‘Business models refer to the logic of the company 
- how it operates and creates and captures value for stakeholders in a competitive marketplace - strategy is the 
plan to create a unique and valuable position involving a distinctive set of activities.’ Beyond, there is consent 
that a business model must be seen as a system of several different business model elements. These elements can 
help to create, describe and organize business models. An analysis conducted by Shafer, Smith and Linder Shafer 
(2005), as well as by Onetti et al. (2010) contrasting the different approaches to business models, shows that there 
are not only quantitative, but also differences in content, which are the primary elements of a business model. 
However, the analysis of Onetti et al. (2010) already shows that there has been an increasing focus on particular 
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characterizing business model elements in recent years. In addition, it becomes apparent that even approaches 
from former years name aspects on a strategic or normative level as business model elements, which are not part 
of the concept of a business model nowadays anymore and that mostly separation of terms mentioned above is 
relied on. Furthermore, when considering the qualitative study of business model approaches, it can be noticed 
that authors use different notions for the same aspect of business model elements so that differentiation cannot be 
made as with the two analyses by Shafer, Smith and Linder (2005) and Onetti et al. (2010) above. That is why 
there was another aggregation after the qualitative evaluation so that six business model elements could be 
identified as essential: ‘value proposition’, ‘technologies, competencies and key resources’, ‘channels and 
customer relations’, ‘value chains and processes’, ‘network and partner’ and ‘revenues’. 
Further, models trying to develop business model innovations systematically were developed besides the 
approaches for creation and description of business models or were based on them (Osterwalder, A., & Pigneur, 
Y., 2011), (Wirtz, B. W., 2011), (Bucherer, E., 2010), (Zott, C.; & Amit, R., 2010), (Afuah, A., 2004). In the 
majority, these are process models, which in many cases aim at the control of business models over their entire 
lifecycle. Thus, they contain little detail and offer little support when it comes to direct practical application, in 
particular in the phase of development of ideas. Therefore, this paper exclusively concentrates on the 
development and assessment of ideas and the first drafts of prototypes of new business models, which are 
implementable. 
3. Describing ‘real’ business models 
A framework allowing for contrasting and comparing the different business model ideas is required to describe 
and design business models in general. The six primary business model elements listed above shall be the subject 
of the framework established in this paper. This means that a business model can by determined and designed by 
the description of the six business model elements. The framework is characterized by its structure according to 
system theory and the structure of the content based on the EFQM model. In addition, it provides for a distinction 
of the system elements, makes the description of manifold relations among system elements, the outline of system 
structure as well as the recognition of the conditions the system elements are in possible.  
 
 
 
 
 
 
 
 
 
 
 
 
 
Fig. 1: Business Model Framework 
4. Developing ideas for new business models 
Besides a general framework for recognition, description and analysis of business models, a methodological 
approach supporting the user with the development of ideas and enabling him to put the ideas into practice with 
first business model prototypes according to his aim, is necessary. As already mentioned above, there are 
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shortcomings with the already existing process models and procedures show deficits with the systematic 
development of business model ideas and hardly provide for methodological support. Just a few process models 
refer to different creativity techniques, which can be used for the development of ideas for new business models. 
Among these are brainstorming and morphological matrix (Osterwalder, A., & Pigneur, Y., 2011), (Bucherer, E., 
2010). In general, there is a variety of different creativity techniques, which can be chosen depending on the 
definition of task and underlying circumstances and differ from each other in respect of their approach 
(O’Sullivan, D., & Dooley, L., 2009), (Geschka, H., 1996). Brainstorming is probably the most prevalent 
creativity technique. This might be due to its simplicity when used, its broad field of application as well as the 
possibility of generating many ideas in short time. However, this technique has a clear weakness with complex 
circumstances as well as when developing radical ideas. For developing novel business models, it is only of 
limited suitability. More complex problems require methods attempting to recognize and to alter the problem area 
in a systematic-logic way, to draw an analogy and to deduce ideas for solutions by methodologically structured 
confrontation and configuration. A method, which can be assigned to this field is morphological analysis, the 
morphological matrix being a form of that. It supports generation of many ideas, can be used for individual 
persons, may be applied in groups and is reusable for the same problem area after establishing it once. In contrast 
to that, there is the effort required for creating the morphological solution system as well as the risk of 
information overload for the development of ideas for complex circumstances. In addition, this method often is 
said to generate fewer ideas containing a lot of new information due to breaking it down to well-known facts 
compared to other systematic methods as for instance TRIZ or Biops (Moehrle, M. G., 2010), (Steiner, G., 2007). 
The field of application, however, in many cases refers to technical problems. This statement is not true for 
business models when seen as a general rule. 
In the context of this paper, the solution finding concept of the morphological matrix is used as a basis and is 
applied in the field of business models. To avoid the risk of information overload, a matrix analyzing the 
respective problem area is established in each business model element. Here, it must be born in mind that the 
fields and the corresponding options are formulated as specific as possible; however, also sufficiently generic so 
that there is no establishing effort for the user and so these matrixes are suitable for multiple use. In addition, the 
procedure is modified to such extent that only consistent business model ideas become part of the selection 
process and prototyping. 
The developed methodology provides for three phases: 
 
• Phase I: Definition of aim and identification of potential fields, 
• Phase II: Generation of ideas for new business models, 
• Phase III: Assessment of business model ideas. 
 
Phase I includes determining the aims and the scope of study in detail as well as preparing and providing 
information for phase II. Here, not only present potentials of the business and the environment, but also future 
developments and trends shall be the subject of analyses and shall be considered for the development of ideas for 
new business models. It is recommended to purposefully search for potential fields in the single business model 
elements and to consider them in a synergetic way. For information processing, different methods can be applied 
and connected depending on the scope of analysis and requirements. As a result, all determined potential fields 
are presented on a map for potential fields. It significantly serves as an overview and shall illustrate potential 
relationships between the business model elements. In addition, it is supposed to create mental space for the 
persons involved in the idea generation process and in turn shall stimulate creating links between potential fields 
and deducing further potentials.  
With the aid of the information provided in phase I, partial solutions for new business model ideas now have to 
be found in each system element (business model element) in the second phase. Ideas are developed on basis of 
morphological analysis. For this purpose, there are generic design fields and options in each business model 
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element, which need to be elaborated step-by-step. In doing so, a transfer benefit must be delivered by the persons 
involved in the process. The generic design fields and options are intended to stimulate the thinking about 
alternative design variations. Not only the number and quality of ideas, but also the amount of ideas having high 
potential for changing the added value logic shall be increased.  
In this phase, it is not relevant to what extent those ideas could be implemented and which customer and/or 
competitive advantage this could imply. As many ideas as possible shall be developed. Each different idea for a 
partial solution must be recorded separately. For the actual application and further usage of the ideas it is 
necessary to describe all design variants in all business model elements sufficiently and in detail. This is how 
ideas are developed in the immediate context of the field of study.  
To convey the diversity of design fields and options to all persons involved, visualization and description of 
the design fields and options is recommended. All parties concerned shall be enabled to work with these generic 
design fields and options. This means that each participant shall have the possibility to develop ideas by linking 
and forming chains of association taking the information from phase I, his own experience and knowledge and the 
generically and theoretically potential design fields and options. In addition, a framework must be created 
promoting creativity depending on the procedure on the development of ideas. Also external ideas providers or 
experts shall be consulted so that as many different ideas as possible can be developed.  
In Figure 2, the different design fields and options are shown for the business model element value proposition 
and are shortly described. For further business model elements, such a matrix has been created as well. For each 
design option is given a comprehensive description, which supports the user to understand the characteristics of 
this option. 
 
 
Fig. 2: Morphological matrix for the business model element value proposition 
Equal to the business model element value proposition, different design fields and generic design options are 
available for the users in each of the other five business model elements. In total, the framework provides for 37 
design fields and 122 generic design options, which, however, must be seen and transferred in the context of the 
field of analysis and study so that these are only the starting base for the formation of chains of association. 
Now, ideas, which could be part of a new business model have been developed separated in each single 
business model element. Following that, the task now is to develop business model ideas from the generated ideas 
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(referred to as ideas for partial solutions in the following). For this purpose, all ideas for partial solutions must be 
contrasted first. Presentation in a table seems to be suitable. Prior to listing, it must be determined which business 
model element is put to which position. It is often advisable to create several partial solution tables so that indirect 
exertion of influence is avoided and as many diverse business model ideas as possible can be developed.  
Business model ideas are therefore not developed vertically, but horizontally in contrast to the generation of 
ideas for partial solutions. Business model ideas are created by combining and "thinking them through". Starting 
point for the logic development of a business model idea can be each partial solution element. Beyond that, the 
need for the one or the other partial solution idea may become visible only in this process when developing 
business model ideas so that the partial solution table shall be supplemented by further ideas. This is usually done 
with the aid of design fields and options from the previous step. This iterative procedure helps to close the 
identified gaps or to include arising ideas for partial solutions.  
Now, business model ideas are created essentially based on consideration of the system elements or the 
contents of the ideas for partial solutions. All relations can however not be considered when thinking it through, 
so it cannot be guaranteed at this point that the developed business model ideas are consistent in themselves. That 
is why analysis and guarantee of consistency of all designed business model ideas is intended. For this purpose, 
all relation structures between the business model elements are examined in each business model idea and are 
rated with respect to their degree of consistency. As the case may be, potential for optimization of developed 
business model ideas becomes apparent or already developed, but inconsistent business model ideas have to be 
eliminated, if applicable.  
In phase III, it has to be determined which business model ideas are pursued and for which prototypes are 
developed in the next step. In order to get a decision as objective as possible and to guarantee a systematic 
selection process, the relevant and determining criteria the success depends on, are used as a reference for 
assessment. It is also crucial to make sure the assessment is done from different perspectives. On the one hand, a 
business model shall be designed to such extent that it can be adopted by customers as fast as possible or by as 
many customers as possible. On the other hand, the business model is supposed to create a sustainable 
advantageous position towards competitors. In the third perspective, it must be considered to what extent the new 
business model is compatible with the already existing business model or business models, if potential synergy 
could be achieved and if further advantages arise. The assessment of business model ideas shall be done by means 
of these three perspectives, each of them containing different important criteria. Following this step, assessment 
of the cost and time of implementation in practice is advisable. As a result, all pieces of information are combined 
and according to the aim, it has to be decided which business model ideas are developed for prototypes. 
5. Drafting business model prototypes 
Earlier, new ideas for business models were systematically generated. In the subsequent prototyping phase, the 
business model ideas developed and assessed in the previous phases are developed to business model prototypes. 
On the basis of the aim – which can be derived from the objectives – the range of interests represented by the 
prototype and their degree of approximation to the target can be deduced. So, the aim of the business model 
prototyping could possibly be the description of sufficiently precisely designed business model prototypes 
assisting with decision finding with the aid of a business model to be implemented. The purpose of the prototype 
therefore is enabling the decision-maker to find a decision. Another aim could be checking the robustness of own 
business models in comparison to the one of a possibly new competitor. In this case, the prototype is intended to 
qualify for checking the robustness of different prototypes. In both cases, direct comparability of all elaborated 
prototypes must be given. Beyond that, it is possible to understand the respectively underlying logic of realization 
and absorption of added value with the business model prototypes and to possibly derive further improvements 
from that. This business model prototype involves comprehensive prototypes with a view to presenting a business 
model as complete as possible. The consistency of the business model ideas is already checked in the previous 
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phases and does not have to be done here again. For the purposes mentioned above, a business model prototype 
can include the following elements: 
 
• The concretization of chosen design fields in all six-business model elements. This can be done based on the 
business model systematic, i.e. by the description of the business model elements as well as the relation 
between the elements. 
• The illustration of business model logic with the primary active principle of the business model prototypes by 
correlating the primary design variable (as a cause) and the aim/results relating to that (as effect). 
• The description of the characterizing business model profile with detailed information regarding customer 
benefit, competitive advantages and disadvantages, factors promoting or inhibiting the adoption or diffusion 
of the prototype resp., benefit within a company, effort and necessary measures for implementation. 
Concerning the last aspect, creation of a roadmap listing implementation activities throughout time is 
advisable. 
 
The elaborated prototypes can now be applied for manifold studies. Among others, the proposition mentioned 
above (decision-making and checking the robustness) can be finalized easy and fast by means of these prototypes. 
A compact and clear elaboration tailored to target group of the business model prototypes is vital to enable the 
decision maker to find an objective decision. Furthermore, the business model prototypes form a solid basis for 
communication for future strategic considerations and can provide the basis for formulating future strategies in 
the field of business and R&D. 
6. Conclusion 
Business Model Innovation is of increasing relevance in strategic marketing as well as in innovation 
management. However, to construct, to develop and to implement business models, the essential idea is required 
in the first step. Precisely this aspect is only considered insufficiently or not at all with the other existing business 
model approaches. To account for this primary aspect, an approach systematically stimulating the creative process 
of finding a business model and therefore improving the quality and quantity of the business model ideas was 
developed. A system-theoretical approach including six business model elements representing the partial aspects 
to be considered with the development of business models was applied for the determination and description of 
business models. The development of ideas comprises three phases, which must be seen as an iterative phase 
model. The promotion of creativity and output in form of business model ideas is achieved by different generic 
design fields and options, which are provided for each business model element. Due to the interrelation of the 
business model elements, the variety of possible different characteristics in each business model element and 
different interactions, the approach intends a two-step process for the development of business model ideas. For a 
start, ideas are developed separately in each business model element. Only in the second step these ideas for 
partial solutions are combined for business model ideas. The consistency of the developed business model ideas is 
guaranteed in one further step by analysis of consistency. After generation of ideas, the assessment model allows 
for a structured selection process. Furthermore, prototyping of the prioritized business model ideas was done. 
This means that the prioritized ideas are elaborated to systematically described and plain business model 
prototypes. Depending on consequent considerations and studies of theses prototypes, they unilaterally contribute 
to direct knowledge acquisition regarding underlying logic of the business activity. On the other hand, these 
prototypes also help to improve communication within a company and with other interest groups. 
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